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Service Desk to serve as a single point of contact for all UIT services. The first question for many Service Desk technicians was "what services do we support?"
Service definition is critical to the success of the Service Desk, but we did not yet have a service catalog to inform us. To bootstrap the process, the Service Desk initially defined a "service" as anything that UIT provided, that customers might call about, and that someone had an ownership stake in. Without a service owner, a technology is arguably not a service, and anything that doesn't have users is not a service either.
We established the following "support requirements" for each service that a UIT department might want the Service Desk to support. The support requirements provide a simple roadmap for service owners, product owners or project managers to ensure their services will be well-supported by the Service Desk. The Service Desk asks service owners to provide the following items for all existing and new services that the Service Desk will support.
Service Catalog Entry or Service Landing Page
Each service should have a service catalog entry or service landing page that meets the following requirements:
 Describes what the service is, who is eligible to use it, and when it will be available  Contains links to help contact info (e.g. Service Desk contact info), and to FAQ and training information if applicable  Has a URL that is easy to promote on flyers, on posters, in emails, etc. (optional)
 Is available to anyone without having to login  It is preferable for the landing page to be an oregonstate.edu URL so end-users know it is a legitimate OSU service The landing page could be the login page for the service (or an OSU redirect to it) but it should still meet the requirements above.
End-User Knowledge Base Article
End-user documentation typically contains the following information:

Eligibility information -who can use the service and when  How-to information on requesting access or changes to the service  Resolution steps for common issues, particularly with respect to problems accessing the service  Links to more documentation, if available, such as FAQs, tutorial videos, and vendor knowledge bases  How to get help (i.e. Service Desk contact information) The Service Desk can write the end-user knowledge base articles with input from the Service Owner, or the Service Owner can be granted access to write and update articles in the knowledge base directly. If end-user access and troubleshooting information is covered in depth elsewhere, the knowledge base might contain a stub article pointing to this location.
Service InfoSheet for Technician Reference
The "InfoSheet" is an article in the Service Desk's knowledge base that tells technicians how to process service requests, address incidents, and escalate as needed. The InfoSheet contains the following information:
1. Service name and alternate names 2. URL of the service, if applicable 3. Service description, including what the service is used for and by whom 4. Scope and impact of an outage to the service (to facilitate prioritization during incident response) 5. Troubleshooting information such as known issues and resolutions or workarounds (or links to this information if it exists elsewhere) 6. Escalation and Technical Contact(s): who supports what and how to escalate incidents 7. Service Owner: this is not a technical contact, but rather an internal contact for inquiries about the service itself (such as: "please turn on this feature") 8. Vendor contact information and who is allowed to contact them 9. Service Desk administrative access information, if applicable 10. Links to any relevant documentation The Service Desk can write the InfoSheet with input from the Service Owner, or the Service Owner can be granted access to write and update the InfoSheet directly. The service InfoSheets are located in a single knowledge base with customer-facing articles, but they are restricted to IT staff. A single knowledge base for internal documentation and customer-facing documentation makes it easier for the Service Desk to find information quickly.
Escalation Instructions
A point of escalation should be defined for all services. This information will be documented in the InfoSheet, along with instructions for triage and escalation. Escalation instructions may include:
1. Information that must be gathered (e.g. username, IP address, date/time, error message, browser type, etc.) 2. A checklist of steps that should be tried before escalating to tier 2 support 3. Any general workarounds the Service Desk can offer to customers during a major incident
Documentation Owner
Typically the Service Owner is responsible for verifying the content of all documents pertaining to a service. If the Service Owner delegates this task to someone else, the Service Desk will make note of that. The Service Desk manager will contact the Documentation Owner at least once annually to review the following information:
1. Internal Service InfoSheet for technicians 2. End-user knowledge base articles 3. Escalation instructions 4. Points-of-contact Service Owners and Documentation Owners have access to see all of the internal documentation that the Service Desk has for a given service. They can also make updates to clarify process. Large changes to process need to be communicated to the Service Desk management so they can make sure that the whole team knows about the change.
Service Desk Administration Tool
For some services, there will be a tool that allows Service Desk technicians to view or manage aspects of the service for endusers. Such tools will be documented in the Service InfoSheet and any credentials needed to access them will be documented in the Service Desk's KeePass database.
Major Incidents
"Tell me what I'm allowed to say." -Jeff Bonnichsen, Oregon State University
The IT organization can help the Service Desk manage incidents well by coordinating closely during outages, providing frequent status updates, and telling the Service Desk the best thing to communicate to customers -the "party line".
When there is a service outage, customers generally have the following questions:
1. Is there really a service outage, or is it just me? 2. Does IT already know about this and are they working on it? Should I report this? 3. When does IT think the service will be restored? The Service Desk needs to be able to answer the first two questions very quickly, but customers are willing to wait a bit for an estimated time of repair.
Is it Really an Outage?
When customers initially report an incident, Service Desk technicians will try to determine whether the issue is on the customer's side or a problem with the service. If we can reproduce an issue or if we receive 3 or more complaints about a new issue in a short period of time, the Service Desk will start the major incident response process.
Service Desk creates a major incident ticket and begins documenting the symptoms and any workarounds. All customer reports are linked to the major incident ticket. At the same time, the Service Desk reports the incident to the appropriate tier 2 team, indicating the apparent severity of the issue and number of reports so far. Service Desk then waits for an update from the tier 2 team.
Does IT Know There is an Outage?
Even if the Service Desk does not know exactly what is down or why, we can confirm to customers that we are receiving reports. We can also escalate the issue to the appropriate tier 2 team, and let customers know we have done that, too.
Note that the Service Desk does not confirm there is a service outage until the Service Owner has confirmed it. Sometimes what appears to be an outage of one service is actually an issue with another service, e.g. a local network outage may appear to be an email service outage. Instead of saying "there is an email outage" we say "we are receiving reports" until the email service owner has confirmed there is a service outage. When the Service Desk escalates a major incident to a tier 2 team, it is important for that team or the service owner to respond quickly with status information.
Confirming an outage quickly is helpful for customers but also for other IT teams who may be troubleshooting the issue. Sharing information quickly helps prevent wasted time. We have worked hard to shorten the time between first report and confirming an outage to the OSU community, and the Service Desk helps to facilitate that communication.
When Does IT Think the Service Will Be
Restored?
It does not provide much value for the Service Desk to keep saying "yes, it's still down." If the Service Desk can provide severity information to customers, customers can start to mitigate. Instructors will bring printed copies of their lessons. Interviews with candidates will be rescheduled. People will decide to work on something else while email is down, etc. It is generally better for IT to err on the side of more information sharing, rather than less. Hiding things from customers never makes us look good, and it doesn't help the customer with their own decision-making. It also provides value when we can say things like "a case has been opened with the vendor" or "we have confirmed power at the site and have reported the issue to the upstream network provider." Customers know there will be unknowns during an outage, but when we can provide some kind of regular status update, it builds confidence that IT is taking the issue seriously and taking reasonable steps to recover service.
When Service is restored, the Service Desk can reach out to everyone who reported the issue to let them know. We wait for the service owner to provide the final "all clear" before telling customers service is restored.
The Secret Ingredient: Knowledge Centered Service
"And what help desk wants its users to see them as nothing but an obstruction that slows down their access to the people who can really help them?" -Sarah Lahav, Sysaid Before OSU had a Service Desk, the Helpdesk often served the role of telling people what number to call to get help. A printed sheet on the wall listed dozens of frequently requested support contacts that the Helpdesk would refer callers to. Customer service was routinely provided by database administrators, network administrators, programmers, and other senior staff with other commitments besides answering the phone. The situation didn't scale well, and customer service varied wildly. Tier two teams generally saw the Helpdesk as a resource for students only, and did not think to keep them in the loop on IT changes or even service outages.
We have come a long way from those times, but there is still room for improvement. The Service Desk is now the default point-of-contact for any new service, and Service Desk management are usually invited to participate early in the design phase of new services. It's important for the Service Desk to be seen as partners in the service design process, instead of as an afterthought when the project team no longer wants to take support calls.
Knowledge Centered Service (KCS) provides a framework to transition support from tier 2 teams or project launch teams to the Service Desk. KCS is different from traditional knowledge management in that it is request-driven. The focus of KCS is more on quickly recording reusable information, and less on generating beautiful, well-written documents.
With KCS, tier 2 teams can quickly document the resolutions to issues escalated by the Service Desk. On subsequent requests for the same issue, the Service Desk can then resolve the issue during first contact by referring to the knowledge base, and therefore not need to escalate.
Service Desk can also document resolutions or workarounds in the KCS method, and tier 2 teams can review that information for accuracy and suitability. If tier 2 provides a better solution by updating the KB article, that information is instantly available to everyone. The article can then be cleaned up and promoted to a customer-facing article to enable self-service.
By linking tickets to knowledge base articles, the Service Desk provides a powerful source of data to service owners who want to know what kinds of requests are being made about a service or what kinds of issues are being reported. These issues can then be identified for process or service improvement.
We are just beginning to implement KCS. Some training will be needed both for Service Desk technicians and IT staff in tier 2 teams in order for KCS to be successful.
Metrics and Reporting
"The important thing is that your reports have the information that your stakeholders need." -Sarah Lahav, Sysaid
Requests recorded by the Service Desk can be a rich source of information for process improvement, problem management and service improvements. As an example, we have recently used ticket data to identify account sign-up processes that frequently create issues for new users. Improving that process not only reduces the number of calls to the Service Desk -more importantly, it reduces frustration and lost productivity for customers.
It takes significant effort to collect data and report on it. Technicians are unlikely to collect data if they do not understand how it will be used. Management can try to enforce the collection of various metrics, but explaining the 'why' component significantly improves compliance. Managers of other UIT departments need to work with the Service Desk to determine what data can realistically be collected, and help with documentation and technician training to facilitate that.
Summary
In summary, while the Service Desk at OSU works to iterate and improve its own internal processes, the larger UIT organization can also help the Service Desk succeed through the following efforts:
1. Service Definition: Clearly define and document services, including who is eligible to use the service, who is responsible for it, and how the Service Desk should escalate any issues that are not yet documented or that require additional privileges to resolve.
Status Updates During Incidents: Keep the Service
Desk informed with regular status updates during major incidents and provide a "party line" of preferred language the Service Desk should use to communicate with customers. 3. Partner: Include the Service Desk early in the definition of new services, and document resolution steps so the Service Desk escalates fewer issues. 4. Metrics and Reporting: Collaborate with Service Desk management on metrics and reporting needs up front, and help Service Desk technicians understand how the data will be used.
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